CITY OF KALAMAZOO 


Kalamazoo, Michigan 


A REPORT ON THE ASSESSMENT 
OF THE 
ORGANIZATIONAL CULTURE 


March 2, 1999 


Prepared by: 
Juan M. Herakovic, Ph.D. 


THE KARUS GROUP 
ioe 2a 


a 


Phone: (616) 372-0440 Fax: (616) 372-6330 E-Mail: Karus] @karusgroup.com 
5380 Holiday Terrace, P.O. Box 19641, Kalamazoo, MI 49019-0641 


TABLE OF CONTENTS 


THREGAUGHION ....c000c5neetecwareecceawatteceuseseonecetencens oeeetiweersteersenes 2 
Overview of the Process .....cccccccccsecesceeseeeeeseesesssessessesseeseeeeO 


Data From the Surveys .........:.ceceeeeeeeeeeeesseeeeceeesusseeeseeenes® 


Summary of the Findings From the Meetings ............-..-.+. 10 
Mission and Strategy of the Organization ..................14 
Perceptions tsacccceaswas aoe aesemeamewiaels qasae resets vnwtenres sens 21 
Organizational Structure and Operations .............-.+++ 26 
Leadership and Management Issues..............:0s0see008 35 
Tasks and Processes .........ccsccsccvcesusccecesceces cesses 44 
Expectations and Accountability ..............ceeeeeeeeeeeey 49 
General Climate and Culture ................cceseeeee eee e eee 58 
CAV Sats ccinsteisitinanpicinesdoinsioinessinc amdsnaganceancab staat RRM 64 

Recommendations ...........c.eceecceeeseeeseeeeenceceeseeererssenee 66 
Strategic Level scvssscssas scanmesnemenns caw asasenes seweaawe ceed 68 
Tactical Level so. icis scicisendias 023 anceenen ees manceraners ewesennees 70 
Operational Level ..............:cceseeeececeee ee eeeetseeeecees 1) 


Leen a eee e 


1 of 77 CITY OF KALAMAZOO 
Organizational Culture Report 


INTRODUCTION 
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INTRODUCTION 


Changes regarding the increment of productivity and quality require that 
organizations adapt their structure, management style, and strategy to meet these 
new demands. Just as competitive pressures reshaped "for-profit" corporations, 
demands for increased productivity and quality of services, as well as cost 
containment are changing the ways that municipal governments conduct their 
business. This adaptation usually involves widespread change; not cosmetic or 
superficial change but rather profound, intense and long-lasting change. 


The change currently underway regarding work and competitiveness is so far- 
reaching that there are no role models in recent business history that can be used 
to understand these transformations. This general feeling of uneasiness produces 
organizational uncertainty manifested as increased tension, conflict and a negative 
outlook. This pattern of organizational culture creates distrust and antagonism 
between management and employees and decreases the overall effectiveness of 
the organization. 


Although most sectors in the United States are going through very stressful times, 
government is under unprecedented scrutiny and pressure to change its goals, 
ways and means. This pressure is coming from several sources including business 
and industry, special interest groups, and the citizenry in general. 


To obtain genuine, profound and long-lasting change, governmental organizations 
will have to change their own perception of the nature of their business, and 
employees and managers must buy into these changes. This implies a radical 
change in organizations where tradition, continuity and linear management have 
been the norm. Like the rest of businesses, government is painfully learning that 
to stay in business involves massive changes in the way the organization is 
operated. 


Organizational change is either proactive or reactive in nature. For the most part, 
organizations continue to react to change. They wait until new demands are in 
place before actually changing behaviors that are essential to the survival of the 
organization. When change is gradual and slow paced, the way it typically has 
been for decades, especially in government, this reactive form of change allows 
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organizations to catch-up with demands without major threats to their structure or 
existence. 


As events in the last decade seem to indicate, however, survival within shifting 
and uncertain political and economic environments means more than just 
implementing reactive change. It means anticipating events, rapidly changing the 
course of action to accommodate these events, and continually scanning the 
environment to ensure organizational survival. This proactive approach toward 
change, which few organizations can ignore, demands that both management and 
employees change work practices to become more flexible and adaptive to the 
demands of a more modern workplace. To accomplish this, organizations must 
pay special attention to their organizational culture. 


Organizational culture refers to the values, beliefs, attitudes, and behaviors that 
employees and managers have and, over time, have become core to their identity 
and functioning. These values, beliefs, attitudes, and behaviors are reflected not 
only in their every day code of conduct but permeate the organization at all 
functional levels. The organizational culture not only affects the way people 
behave but also affects how people work, how they organize, their levels of 
productivity and quality, and customer service. 


To accomplish a cultural change, everyone within the enterprise needs to change, 
not only their behavior, but most importantly, the way they perceive themselves 
and their mission. In other words, they must move from passive recipients of 
orders to an institution of business people interfacing in pursuit of a common goal, 
a goal that satisfies everyone's welfare and survivability. Effective organizations 
are those in which their people, managers and employees, have achieved a 
common ground and they work in pursuit of consensus-driven goals. 


In traditionally managed municipal organizations, rigid hierarchical and 
departmental lines create a culture of antagonism and territoriality with clearly 
established and observed lines. This pattern of organizational culture prevents any 
well-intended change process from taking place. Unless the culture of the 
organization is modified and made more adaptive, any change efforts will result in 
failure. 


The following is an analysis of the organizational culture prepared for the City of 
Kalamazoo to help managers and employees gain knowledge of the internal 
dynamics of the organization. The ultimate goal of this process is to use this 
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knowledge to develop skills and organizational behaviors that will increase the 
effectiveness of the institution and help change and adapt the culture in a more 
effective and efficient way. 


For the purpose of this process, organizational culture will be defined in broader 
terms than traditionally used. In its broader context, organizational culture refers 
not only to the values, beliefs, and attitudes that managers and employees hold, 
but also how people work, the skills they possess and how they organize 
themselves. 


5 of 77 CITY OF KALAMAZOO 
Organizational Culture Report 


OVERVIEW OF THE PROCESS 
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ASSESSMENT OF THE CULTURE: 
THE PROCESS 


The following is a description of the process designed and implemented for the 
City of Kalamazoo to assess the organizational culture. 


The assessment process consisted of two main activities accomplished 
independently of each other. The first one consisted of a written opinion survey 
offered to all the employees and managers working for the City of Kalamazoo. 
Participation in this survey was voluntary across the organization. The surveys 
were distributed and the data was collected during the months of October and 
November 1998. 


The second activity consisted of individual and group interviews with a cross 
section of employees, supervisors and managers within the organization. These 
interviews were conducted during the months of August, September, October and 
part of November 1998. 


(a 
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DATA FROM 


THE SURVEYS 
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SURVEY DATA 


The data from the surveys is presented in its totality in Appendix A which is 
presented with this report. 
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SUMMARY OF THE FINDINGS 
FROM THE MEETINGS 
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The following information summarizes the main concerns and issues expressed by 
managers and employees during their interviews with consultants between August 
and November 1998. 


Note that most of the feedback reflects negative aspects of the organization. 
Many of the participants clarified, however, that they wanted to focus on areas 
where they believed organizational improvement was needed and not on the areas 
that the City of Kalamazoo does well. Indeed, the reader of this report should not 
lose perspective that the City of Kalamazoo provides many excellent services to 
the community it serves. In the areas of efficiency and effectiveness, Kalamazoo 
is comparable to many cities with similar characteristics, if not better in some 
respects. Nevertheless, many of the people interviewed believe the main issues 
are not with the employer's ability to get the job done but with the perceived price 
its employees pay to do so. 


Many employees and managers were skeptical of this assessment. They believe 
that the City Government (hereafter referred to as "the City") is good at assessing 
organizational conditions but does not follow through with the resulting 
recommendations nor does the City affect any significant changes. Some referred 
to this process as nothing more than "window dressing". They charged that this 
assessment would be more of the same. 


Employees suggest that if things are going to work, timelines and clear lines of 
accountability need to be established for the implementation of the 
recommendations in this report. Employees also believe they should be involved 
in this process. 


Another point supported by many interviewees was that any recommendations 
implemented as a result of this report need to be given full and unconditional 
support by the City Manager. He must take a strong stance, even if it means 
making changes in top management. 


In regards to past assessments, including those involving allegations of 
discrimination, City effectiveness and efficiency, and others, most of the people 
interviewed believe that these reports are "watered down". This belief was 
consistent throughout the organization and further contributes to the cynical view 
that "nothing will happen". Many of the people interviewed also questioned 
interviewers, asking if we would be following in the same footsteps, producing a 
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"sanitized" report that was innocuous, sterile, non-threatening and "makes this 
organization look good". 


In regards to the above-mentioned beliefs, quite a proportion of those interviewed 
believe not only in "the watering down" of previous surveys and assessments but 
they also feel angry about the outcomes. They want this assessment to convey the 
intensity of their emotions and their extreme frustration with the system. 
Although emotions are difficult to convey in a report of this nature, let it be said 
that many employees expressed a great depth of resentment. To illustrate the 
depth of these feelings, some employees recommended avoiding use of the word 
"perception" when referring to their viewpoints. In their estimation, usage of this 
word associates this report with previous reports viewed as "sanitized" or as 
"make me feel good" reports. 


Some interviewees also told us that "it is not that this assessment and report will 
be earth shattering. They [the senior managers] know all of these issues. It is just 
that nobody wants to admit them or deal with them". In their view, there is a big 
difference between what the City does and what the City says it does. 


The results of our interviews are presented as a summary of issues and concerns 
expressed by a cross-section of employees, supervisors and managers. The 
feedback we received was not reproduced verbatim so as to avoid unnecessary 
repetition and, in some cases, to avoid the possibility of source identification. 
However, in some instances where a quote was thought to best capture and 
explain an idea or issue, it was introduced using quotation marks. These quotes 
do not constitute identification of the source. Where perceptions and opinions 
were identified as consistent and provided for themes, they have been included in 
this summary. 
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This section will provide an interpretation of the results obtained by the survey 
and the interviews. To accomplish this, the following conceptual areas were 
chosen: 


e Mission and Strategy of the Organization 


e Perceptions 


e Organizational Structure and Operations 


e Leadership and Management Issues 


e Tasks and Processes 


e Expectations and Accountability 


e General Climate and Culture 
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MISSION AND STRATEGY 
OF THE ORGANIZATION 


Mission and strategy are integral reasons for the existence of an organization. 
They guide the organization toward doing the right things. Quite often, however, 
organizations seem to forget the periodic need to revisit their mission and strategy; 
they lose sight of their guiding principles for the community. Instead, they prefer 
to focus on organizational efficiency, that is, doing things right. Tradition and 
resistance to change seem to play a significant role in this continuity of thought 
and linearity of management. 


The mission and strategy of an organization provide binding elements for 
employees and managers in pursuit of common goals. They also provide a sense 
of direction that decreases the perception of uncertainty, lack of goals and, as 
employees express it, not "knowing where we are going". 


The following are concerns expressed by managers and employees during our 
meetings: 


e An interesting view shared with consultants is that the City as an organization, 
mirrors the problems of the community it serves and represents. It seems to be 
going through an impasse and does not know the direction it wants to go. The 
City exists for "the here and now" without knowing what the future will bring. 
It does not shape its own future but rather, it allows for things to happen 
without knowing how to respond. 


e Many people expressed concern that the City lacks adequate information upon 
which to base decisions. Change, and more importantly what to change, has 
not been prioritized. 


e Some participants suggested that the City gets a lot of input from several 
sources but this input may not be a representative sample of the whole 


citizenry. Rather, "the squeaky wheel gets the grease". 


e "We [the City] do not probe or understand the silent majority". 
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Many managers and employees acknowledge that the City has an "image 
problem" in the community and also among surrounding jurisdictions; it does a 
poor job of communicating effectively with the different sectors of the 
community. Some participants believe the City needs to rebuild its image. 


There is a very generalized feeling that the City lacks a clear vision for the 
future and therefore lacks organizational goals based on this vision. Instead, 
many employees and managers feel that management-by-crisis has replaced a 
sense of direction. 


As one person put it: "The weakness is that we never know what we want to 
be. We do not communicate a vision. Maybe because there is none". 


Most employees, supervisors and managers believe the organization does not 
have a mission other than to provide day-to-day services. It does not have 
mission, vision, and goals. The staff has no idea of their departmental or 
divisional mission and goals and managers do nothing to share them. 


"By providing a vision you build commitment. It is not the traditional 
government, the one that will succeed in the future. As the City loses tax base 
it has to increase taxation in order to compensate. The City has to grow and be 
proactive. The more the City taxes and cuts, the more people will leave". 


The majority of those interviewed pointed to problems in how the City 
communicates. Many employees believe the future is not presented and 
communicated, nor are direction and goals communicated regarding how to 
achieve progress. 


Decisions are made for the immediate time frame. These decisions are made 
without regard to the impact they may have on the future of the organization. 
In that way, today's decisions will become tomorrow's crises. This perpetuates 
the reactivity of the organization and the sense of continued crises. "Crisis 
management is a way of life in the City". 


The vast majority of interviewees view the City as very reactive and not 
proactive. This reactivity is in direct response to a concurrence of factors. 
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e The City needs some successes to restore confidence and move forward. There 
is a tendency to focus on the past and not look toward the future. Even more 
importantly, the City needs an effective PR system to communicate its 
successes. Few people in the City's workforce, and almost none within the 
community, realize all the good things that are accomplished by the efforts of 
other departments or divisions. 


e Some managers observed that the City needs some major successes, and soon, 
to counteract the negative spiral and the sense of helplessness that many feel is 
hurting and demoralizing personnel at all levels. As a vast majority of people 
stated: "We need leadership and we need it bad". 


e Many managers pointed to the lack of consensus between managers, even 
within the same departments and divisions; they don't agree on where to go and 
how to get there. "Not everybody is on the same page and singing from the 
same sheet". 


Perceptions of the Consultants: 


Many of the current problems that the City is experiencing are not problems 
related to the efficiency with which this institution provides community services. 
This is not to say that the efficiency with which they are delivered cannot be 
improved. Rather, the most serious problems seem to lie in a more fundamental 
dimension that has to do with the purpose, direction and sense of accomplishment 
within the organization, the mission and strategy of the organization. 


The problems the City is currently experiencing, added to the feeling of futility 
experienced by a great number of employees and managers are by no means new 
developments. They have been in the making for quite some time. It is very 
likely that recent developments in the community and in the City organization 
itself have served to expose the problems more and shine a light through the 
cracks in the foundation. Consistent with this, the solutions to the problems will 
not be easy or short-term. 


What may facilitate change is perhaps found in the historical juncture in which the 
City finds itself. With some of the most prominent factors of economic stability 
being affected by developments in the last two years, there is a sense that the City 
needs to take a more active role in determining the future of the community. 
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In that sense, periods of crisis are good because they create the conditions that 
facilitate change. This juncture may be an historical opportunity for the City to 
create a long-term vision and a strategy to attain that vision. As previously stated, 
this process will not be easy because it is unfamiliar and goes against established 
practices. It will be long-term because the City needs to unlearn old practices and 
learn new ones; this takes time. Tradition may become the organization's worst 
enemy. 


One of the most serious problems the City faces is its historic lack of leadership. 
Although it is true the City Commission and the City Manger are currently 
making attempts to correct this void, it is also true it will be some time before 
significant results will be realized. The City has an abundance of management at 
most levels of the organizational structure but it seems to have a chronic lack of 
leadership. 


The main reason for this distinction between management and leadership is to 
point out that they serve different functions in the organization. Management is 
concerned with the efficiency of the organization and the maintenance of the 
status quo. Management is focused on "the here and now", maintaining the daily 
functions and established practices. Managers keep things running smoothly. 
Leadership, on the other hand, is concerned with the effectiveness of the 
organization and the changes in mission, vision, and strategy. Leadership is 
concerned with the future. Leadership and management do not always coexist 
peacefully or complement each other. Most likely, there is a certain amount of 
tension between the two. Overemphasis on one function usually comes at the 
expense of the other one. This overemphasis may have significant consequences 
for the organization. 


The City of Kalamazoo has traditionally emphasized the management function 
and has done so at the expense of the leadership function. Many of the City's 
current problems can be traced to its lack of emphasis on leadership. These 
problems are noticed most prominently in the lack of vision for the organization 
and the lack of supporting strategy to attain this vision. 


These problems may be the result of pressures for pragmatic approaches that may 
give visibility, if not substance. In this way, there is a competition for acting and 
responding rather than visioning and planning. In its most extreme forms, these 
pressures and pragmatic approaches result in forms of micro-management. It 
seems as if the organization is in a constant rush but doesn't know where it wants 
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to go. As many employees and managers believe, the "latest Monday night crisis" 
slows down ongoing vital processes and alters priorities in what is termed 
"urgent"; this may not leave time for the "important". 


Examples of this are found in perceptions held by employees and managers that 
the City seems to confuse busy work with effective work. This can be seen in the 
countless initiatives the City has undertaken over the past years that have not 
indicated a sense of direction but rather, have reflected on the crisis of the 
moment. This reactivity to smaller issues makes the City appear crisis prone and 
does not convey a sense of overall vision, nor does it convey that the City knows 
the direction in which it wants to go. 


The City also has problems in the way it collects information from the 
community. There is no systematized process for gathering information that 
would make it a valid sample of the community. As voiced by a member of the 
organization "We [the City] do not probe or understand the silent majority". It is 
this silent majority that is neglected the most. The City gathers information from 
citizens or interested parties who bring their concerns to the attention of the 
Commission, the Mayor or the City Manager. This method of information 
gathering may make the sample statistically invalid; put into different words "the 
squeaky wheel gets the grease". The City must take a more active role in 
collecting useful information from different segments of the population of 
Kalamazoo. 


The City has no established values that are core to the organization and that guide 
the behavior of managers and employees. Rather, the City has established a great 
deal of organizational policies and procedures that at times seem to constrain the 
functioning of the organization more than facilitate it. These constraints create 
more problems than solutions. Effects of not having a core value system are seen 
in the wide disparity of management practices between departments and divisions, 
ranging from very inclusive and participative practices to very rigid "command 
and control" systems. 


Even more, the attempts made in the past to establish core values for the City have 
been seen as nothing more than an imposition; even managers did not believe in 
them. As many respondents put it, managers do not live the values they preach. 
This is one of the facts, albeit one, which seems to contribute to the cynicism and 
skepticism that exists among employees. 
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There is a heavy emphasis on the financial aspects of the organization, mainly the 
budget. Many managers view their primary function to be one of guaranteeing 
adherence to the budget. Undoubtedly, an organization needs to be financially 
sound and the management of the organization should be held accountable for 
exercising fiscal discipline. The budget, however, should be subordinate to a 
greater context such as vision and goals within the organization; instead, it has 
become an end in itself. As viewed by many managers, it is not what is achieved 
with the budget but rather the management of the budget itself that counts. "We 
live by the budget". 


The City needs to reexamine its role in the community and its role in the future. 
This means the City Commission and City Manager must evaluate how much of 
what the City currently does needs to be continued and how much needs to 
change. In essence, the City needs to reexamine its purpose, role and methods for 
accomplishing results. 


The City attempts to be everything to everybody. This tendency is natural for 
political organizations dependent on the good will and preferences of the 
electorate. However, this whole notion of "leadership by following in front" 
makes the organization appear as reactive and subject to the whims of several 
interest groups. This perception then turns against the organization both internally 
and externally and makes it appear as indecisive and vacillating, traits usually not 
associated with leadership. This is not to suggest that the recommended 
leadership style for the organization needs to be autocratic or independent of 
citizenry will. Rather, it means that the City needs to gather information from a 
valid representation of its citizens, produce a vision and goals, communicate these 
interactively to all the citizens through appropriate channels and proceed within 
this framework. The framework can be altered as necessities arise, but it gives a 
sense of coherency, direction, and responsiveness. 


Together with reexamining its role, the City must determine the criteria necessary 
to declare task or project completion. It must also determine how to measure the 
success or failure of efforts put forth for each project. This measurement of 
success is a measurement of organizational effectiveness. The City needs to 
develop precise criteria and measurements for its effectiveness. 


The City must better communicate with its citizens and interest groups. The 
communication process needs to be clarified for managers while their authority to 
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communicate must be determined. It is important for the managers to remember 
that they should communicate facts and not organizational policy. 


The City also needs internal unifying elements. It is possible that a visioning 
process, if performed correctly, will serve that purpose. A process is needed that 
will galvanize employees and managers and move their focus to a collective effort 
rather than foster internal dissention. Trust cannot be created by mandate; it needs 
to be developed. Trust cannot be created and maintained for the sake of trust 
itself. It needs to be developed after an ideal (vision). 


Reva 
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PERCEPTIONS 


The beliefs, attitudes and behaviors of all employees, supervisors and managers 
are based on individual perceptions that ultimately convert into collective 
perceptions. These individual and collective perceptions form the backbone of the 
culture within an organization. 


The following are concerns expressed by managers and employees during the 
interviews: 


e Some interviewees believe this administration inherited a lot of problems. 
They believe much of the distrust seen around the City today started a long 
time ago, quite substantially under the preceding City Manager. The notion of 
"management by fear" was a prevailing viewpoint. 


e Many of the current problems exist due to a succession of "weak City 
Managers". Respondents clarified that their opinions apply to preceding City 
Managers and do not reflect upon the incumbent since he is too new to the 
position and deserves more time before such evaluation. Weak leadership was 
unable to establish boundaries or direction and caused a lot of the internal 
problems. In that regard, most of the people interviewed believe the City 
emphasizes the management function too much at the expense of the 
leadership function. 


e Some respondents believe this weak leadership, combined with differences in 
management style between City Managers, has created the sense of always 
going in different directions. To counteract this effect and to defend 
themselves, managers and employees have developed a "fortress mentality", 
creating strong, internal cultures within their own areas to shield themselves 
from the "waves and crossfire". These strong, internal cultures have affected 
policies and procedures that now create and cause problems in many areas 
throughout the organization. 


e "The organization has very good intentions but we fall short on those. We 
want to make it a non-threatening environment but this does not filter down to 
every employee and we flounder. We are hitting rock bottom". 
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There seems to be animosity within some departments or divisions and also 
between some departments or divisions and City Hall. Managers and 
employees view City Hall getting fatter while every other area is asked to slim 
down. In that sense, there seems to be a lack of communication and a lack of 
force unification coming from City Hall. 


Priorities are set based on politics and not on managerial needs. 


The process of Reducing the Cost of Government Services (RCGS) has 
produced a big impact on the City, leaving marks that will endure for some 
time. This process brought to light some realities that were affecting other 
organizations. Some of the tensions and conflicts experienced by managers 
and employees are attributable to the changes made during the implementation 
of this process. Both managers and labor reported that some departments were 
purged too severely to maintain expected standards or continue to provide the 
same level of services. 


Many managers and employees acknowledged that while RCGS needed to be 
implemented, it left a profound impression on the collective psyche of the 
workforce. In their view, RCGS also brought other problems to light mainly 
that of accountability. 


The RCGS process put a lot of stress on the system by dangling the threat of 
privatization. 


There is a feeling that living and working in a "fishbowl" takes a toll on 
people, especially the more senior managers. They perceive that the political 
system wags the administrative tail and makes the organization very defensive 
and reactive. 


The organization needs more participative work processes where people are 
paid not only to work but also to value their innate and acquired abilities. 
These abilities include their intelligence, knowledge of work, creativity, insight 
and other areas. 


Some employees believe the differences between City Hall and Public Services 
are the differences between political jobs and technical jobs. 
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e There is a shared belief that efficiency is of no concern downtown since the 
City Manager's office, the City Clerk's office and other similar offices cannot 
be privatized, but Engineering, Wastewater, etc, can be privatized. 


e An elitist attitude is perceived to exist at the top of the Public Services 
Department, one that seems to think people at the bottom cannot think. "We 
are tired of being compared to Flint". 


e Some of the people interviewed believe that just because the Public Services 
managers think they run a "tight ship", the end justifies the means. 


e Many of those interviewed wanted to make clear that they understood the need 
for reducing costs and increasing overall efficiency. In their estimation, the 
existing work climate went beyond the "normal" stresses associated with this 
type of change. They contend that the existing management created a climate 
of "fear and intimidation" where anyone working in the Wastewater Division, 
or the Public Services Department was labeled as being "with us or against us". 
This means, in the perception of respondents, anybody who dared to oppose or 
question management decisions would be blacklisted and/or ostracized. 


e About 6 years ago there was an attempt to make things participative in the 
Public Services Department. Many believe this attempt fizzled and soon 
turned into "command and control". Others misinterpret participative 
processes and let their crews do whatever they want. Participation and 
delegation do not mean abdication of responsibilities on the part of the 
supervisor or manager. 


Perceptions of the Consultants: 


There is a general sense of discontent visible through most of the organization. 
Although there are pockets of individuals who like their supervisors or managers, 
most of the employees interviewed expressed distrust and resentment of the way 
they are managed. In many cases, this distrust and resentment frustrates 
employees and managers so much so that quite a few verbalize their displeasure 
inside and outside the organization. 


Many employees and supervisors have no respect for their immediate and senior 
managers including department directors and divisional directors. The only 
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reason they obey orders is because they need their jobs to support their families. 
It should be noted that most of these employees and managers rendered an 
additional reason for "going on” in that they liked their jobs and appreciate the 
sense of accomplishment they derive from fulfilling their work. 


Although a time probably never existed when trust permeated the organization, 
there is a noticeable level of guardedness and mistrust existing right now within 
certain areas. This situation is more pronounced in some areas than others, mainly 
in the Public Services Department and the Public Safety Department. It is also 
true that other departments have issues of contention and periodic conflict, but 
none that reach the intensity of these two departments. For example, in the Public 
Safety Department, many PSO's did not participate in the survey. These 
consultants learned through the "grapevine", however, that this lack of 
participation prompted responses such as "What for? Nothing will change". 


This issue of trust seems to have taken on considerable life during the process of 
Reducing the Cost of Government Services. Although reduction of costs is an 
everyday reality for public and private organizations, the way RCGS was 
implemented may have contributed significantly to the distrust that exists today. 
It is quite possible that several factors combined at that point to create a synergy 
of negative factors affecting the perceptions of employees, supervisors, and 
managers today. On the one hand, the majority of employees and managers saw 
the organization and the City Managers as autocratic and too top-down in their 
management styles. On the other hand, employees perceived departmental 
management styles as moving toward a “command and control" approach. 
Another significant factor came from the pressure on municipal governments to 
contain costs, a notion popularized by books such as Reinventing Government. 
Reductions meant job elimination in several areas and this caused emotional 
turmoil for those employees that remained. 


Better management of the RCGS and a better communication system could have 
ameliorated these stresses. Instead, coinciding factors served to create a larger 
gap between managers and employees, when not among managers themselves. 
The City did not take a proactive stance and explain to employees why RCGS was 
needed, nor did it explain how these processes could help the organization in the 
long run. Instead, it allowed some managers and senior managers to use RCGS in 
a very punitive manner by threatening employees to improve their performance or 
run the risk of having their jobs eliminated. 
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In addition, the City used Process Improvement methods to target positions for 
elimination. By using Process Improvement for this purpose, considered to be a 
major mistake by Process Improvement experts, the City may have significantly 
reduced future employee participation in improving work processes. Not only did 
this significantly decrease trust among the working staff, but RCGS also hurt 
future chances of employees offering suggestions to improve work processes. 


Many of the issues and animosities delineated here are now expressed as 
management-labor problems. These problems manifest themselves in many 
unnecessary grievances. Any changes in workflow are viewed as negative and the 
trust issue between management and labor is exacerbated. 


25 of 77 CITY OF KALAMAZOO 
Organizational Culture Report 


ORGANIZATIONAL STRUCTURE 
AND OPERATIONS 


The way people respond and behave in an organization is based, in part, on how 
their jobs are described and structured, the amount of power they have to perform 
their duties and functions and the amount of work delegated to them. 
Furthermore, the number of daily actions under the guidance of precise rules and 
regulations also influences their behavior. Their work behavior, how they are 
hired, promoted and many other factors determine the structure of the 
organization. In that sense, the culture of the organization also refers to this 
structure. 


Some employees and departments are more affected by the structure of the 
organization than others. Nevertheless, most employees are affected by it at some 
time, they develop patterns of work behavior and habits based on this structure, 
and the resulting patterns become part of the culture of the organization. 


The following are concerns expressed by managers‘ and employees during the 
interviews: 


e There is a tendency to look at the organization from the "box". This results in a 
lack of understanding the system and the needs of the system, as well as an 
inward orientation by the department. 


e The City has a great love for financial information and this proclivity seems to 
override everything else. A good indication of this is seen in the budget 
process, viewed by many managers as overwhelming to the organization. The 
budget seems to be the main driving force behind everything the City does. 
Although this drive is noticeable throughout the year, it consumes the time and 
energies of the managers in the fall and early winter. As one manager put it: "I 
live, eat and sleep with the budget. It becomes my favorite deity". The budget, 
however, is not subordinate to a collective vision nor is it subordinate to stated 
organizational goals; instead meeting the budget becomes the vision and the 
goal in itself. 
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At times, the budget becomes the whipping boy and a convenient excuse for 
non-accomplishment. 


"We are too budget-driven and should not be this way since things do not 
change that much from year to year. The whole of three months is used for no 
other purpose than for producing the budget". 


Many of the internal problems are viewed as resulting from policy decisions 
made over many years that have weakened the management structure of the 
organization. 


Some managers suggested that the organization look at all of its systems. This 
means questioning the ways and means by which tasks are accomplished and 
in determining whether some of these things need to be done any longer. 
"What are we doing? Why are we doing it? How are we doing it"? Some things 
continue to be performed by sheer inertia. The tendency is to avoid asking 
"why" the organization continues to do particular activities. "Change involves 
decision-making and problem-solving and this is not being done. So we 
continue doing things the same old way." 


There is a sense that too many initiatives and special projects exist. This fosters 
the notion even further of a reactive organization. Consistent with this view is 
the notion that the organization seems to forget its core business. Too many 
projects and initiatives are started by the City and superseded by others 
claiming to be more urgent. This results in projects that are never finished and 
it contributes even more to a sense that the organization lacks direction. This 
increases reactivity and promotes a sense of continuous crisis. 


There is a series of action-reaction phenomena that can best be described as the 
"Monday night complaint becomes the Tuesday morning crisis". As managers 
and employees see it, the cycle starts Monday night when citizens bring 
complaints to the City Commission. Complaints are turned over to functional 
lines for immediate action and become the Tuesday morning crisis. Senior 
managers, managers, supervisors and employees are pulled from planned and 
scheduled activities to deal with the matter, irrespective of the nature of the 
request and this makes the organization very reactive rather than proactive. 
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Employees and managers, who discussed these issues, pointed out that they 
were not trying to deny the rights of the citizen to communicate with elected 
officials. Rather, there are well-established and functioning internal 
organizational mechanisms to deal with customer service issues. 


In the employees’ and managers’ view, this makes the organization appear as 
incompetent and not concerned with customer service. They feel that when 
this is done, as it has been over a long period of time, it has a demoralizing 
effect along the lines of a self-fulfilling prophecy. In other words, "if they 
keep telling us how bad we are then we must be really bad". 


Some managers believe that political necessities determine work practices 
where a lot of unnecessary work is created to give the impression that the 
organization is responsive. Citizens have learned that if they go to the City 
Commission or to the City Manager they get fast response. Interviewees said 
that functional lines need to become empowered to manage their own 
problems. "Maybe the City Commission and the City Manager misunderstand 
what customer service means". 


Managers and employees believe they follow the established rules and 
procedures when dealing with complaints from citizens. When some citizens 
do not like the responses they receive from the departments, however, they 
take their cases to the City Commission or to the City Manager with the 
expectation that rules and procedures will be bent or broken, if necessary. 
Employees and managers believe that if they do not follow internal rules, they 
will be chastised by superiors; if they follow the rules and the customer doesn't 
like the outcome, however, pressure comes to bend and brake the rules. 


"The City Commission does not seem to have a lot of confidence in us. They 
probably think that we are asleep at the wheel. They think that we are a bunch 
of incompetent, self-serving bureaucrats". 


There is a notion that the collective City Commissions over the past couple of 
decades have not exercised leadership but have attempted to micro-manage the 
organization. This has led to numerous problems where supervisors and 
managers feel very vulnerable in the "fishbowl" and cannot do what they are 
supposed to do. 
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Many managers and employees expressed the knowledge and belief that the 
City, indeed, has many good personnel at all levels in its ranks. In their own 
words, "We are good people. We are capable and professional, but the 
community beats on us and we beat on ourselves". This is viewed as another 
contributing factor to the "fortress mentality". These events leave the people in 
the organization feeling very frustrated. This would indicate a systemic 
problem in the organization; the problem is not so much with the majority of 
employees and managers but rather, with the systems created over the years. 
These systems may have outlived their usefulness and now tend to cram and 
choke the organization. These consultants have the distinct impression that the 
employees want and need changes but do not know how to go about it. 


There is the belief that work processes need to be streamlined to improve the 
overall efficiency of the organization. On the average, it takes too long to 
complete most projects because of all the steps involved. 


Overall, the organization has not employed benchmarks to compare its 
efficiency with other similar organizations, although some departments have 
made attempts to use benchmarks as a measurement of productivity. Some 
supervisors and managers believe that organizational efficiency needs to be 
assessed to determine the City's level of competitiveness. "How do our people 
and system stack-up? We need to look at how many PDO's we give, mental 
health days, stress days, etc. and how this impacts on our productivity?" 


"Customer services need to be measured better." 


Departments need to be more proactive in identifying their internal and 
external customers. They also need to be more proactive in meeting the needs 
of their customers. Many managers and employees spoke of the MIS 
department as not meeting internal customer demands or needs. 


Some departments believe they are forced to contract services internally with 
other departments when they could get these services much better, cheaper and 
in a more timely manner by contracting externally. Quite a few people, who 
were interviewed, pointed to the MIS department as an example of a 
department lacking customer service. 
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There are some departments that reported having a good working relationship 
with MIS and are able to receive computer training for their staff and the 
software packages they use. 


There is an impression that budget cuts over the past few years have decimated 
the Department of Human Resources; these actions did not take into account 
the impact such decisions would have on the future well being of the City. 
Although HR has increased its staff level recently by adding 2.5 positions more 
time is needed to correct the myriad of problems that have accumulated over 
time. 


Human Resources must be better integrated into the daily functions of the City. 
This lack of integration and subsequent lack of monitoring for compliance with 
Federal and State rules has led to violations and/or inconsistent implementation 
of policies and procedures. These violations and inconsistencies have led to 
perceptions of favoritism and discrimination. Good examples of rule 
violations and inconsistent practices are found in hiring and promotion 
activities. Some managers point out, however, the organization is not over- 
regulated, but rather, the rules are applied inconsistently. 


Some interviewees believe the City needs to do a much better job orienting 
new employees; orientation is the time to lay out expectations about what it 
takes to be a good employee within the City organization. 


Employees are not well oriented when beginning employment with the City. 
This is especially true when orienting people to the culture of the organization. 
If the organization has no defined culture, or the culture is dysfunctional, the 
end result is an employee that is not motivated by fundamental organizational 
values; the employee quickly adapts to the dysfunctional behavior. 


There is an impression that a "disconnect" exists between senior managers and 
field operations. This means there is a view that senior manager's rule from 
behind their desks and do not understand the impact their decisions have on 
field operations. One reason highlighted for this state of affairs is that 
personnel cuts have been made without regard to their impact on the structure 
and operations of the organization. In addition, following workforce cuts, the 
organization was not properly restructured to help it cope with the new 
realities. 
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There is also a perception that enterprise budget functional lines are managed 
as projects; this means they have a beginning, an end, timetables, clear lines of 
authority and greater accountability. On the other hand, there is the perception 
that tax based budgets are process-oriented with lax accountability. These 
differences, in the opinion of some, account for the conflicts and mismatches 
that occur when different functional lines come together in pursuit of 
organizational goals. This seems to result in two main styles of management: 
project management and functional management. 


There is a prevailing belief that the City does not utilize technology effectively, 
especially computers. Many work processes still involve use of paper 
processes that duplicate computer processes. A proactive approach does not 
exist to look at these processes and try to redesign them to incorporate new 
technology. 


Many participants pointed to problems with the way the City uses technology. 
It has no coherent MIS plan. Work processes do not utilize technology to the 
best advantage. The City has not merged its management and technology. MIS 
responds when asked, but does not proactively offer advice and opportunities 
to redesign information processes. 


Some departments have their own MIS staff in addition to the City's MIS 
Department. These two systems do not seem to be integrated. They operate 
independent of each other and make decisions that, at times, conflict with the 
other's purpose and plan. 


In regards to the use of technology, a majority of those interviewed expressed 
problems with how services are provided by MIS to the rest of the departments 
in the organization. They perceive no real internal customer focus and believe 
that MIS does not serve them well. 


Perceptions of the Consultants: 


The City has significant inconsistencies in the way it attracts, advertises, 
interviews, hires and promotes staff. In regard to hiring practices, the City has 
adopted a rather passive attitude by avoiding a more aggressive and proactive 
stance to attract qualified candidates to fill open positions. As expressed by many 
interviewees, the City allows departments and divisions to implement whimsical 
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processes that give rise to perceptions of favoritism and allow for the "inbreeding" 
of staff. This happens as a result of tendencies to hire or promote people who 
share characteristics or values with those who hire them. These shared 
characteristics may take the form of friendships, blood relationships, educational 
background, gender consistency, racial or ethnic characteristics, geographic 
boundaries and other factors that create staff homogeneity within one or more 
dimensions. 


These practices have led to cycles of inbred hiring followed by external pressures 
to correct inbreeding. External corrections have created pressures, once again, to 
hire internal candidates and balance the mix of staff, giving inadequate regard to 
the quality of personnel placed. These practices, in turn, result in perceptions 
among supervisors and managers that they are left to deal with problem 
employees. This comes from past experience when problem employees were 
transferred to other departments or divisions. Comments expressed on this issue 
depict the Wastewater division as a "prison camp and/or a penal colony". Problem 
employees are sent there to "learn" how to work. Although the Human Resources 
Department has initiated actions in the last one and a half years to correct some of 
these problems, more work is needed in this area. 


As with the issue of hiring, there are problems with how the city promotes staff. 
These problems seem to exist at two levels. On the first level, the City needs to 
better define the criteria for promoting personnel. This includes better defining 
the use of testing procedures for the selection of personnel to be promoted. The 
City should also review the validity and reliability of these tests to determine how 
accurately they measure what they claim to measure and how consistently they do 
so. These tests need to measure skills and talents for the specific jobs performed in 
today's environment and should not be based on old skills and talents for which 
technology is no longer available. 


On a second level, the City needs to determine the nature and purpose of 
management. At the present time, the City places great value on technical skills 
and typically promotes employees based on their technical abilities to do the job. 
By doing this, there is a de-emphasis on management, human relations and the 
conceptual skills. This results in supervisors and managers who may be excellent 
at the technical aspects of the job but do not know how to supervise and coach 
employees. This, in turn, generates collateral problems that were expressed by 
many employees and supervisors during this assessment. It should be clarified that 
indeed, the City has many good supervisors and managers who do not fit this 
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profile and a great injustice would be done if they were to be lumped together 
with supervisors and managers who fit this profile. We have heard of many 
supervisors and managers that are respected by their peers and employees. The 
overemphasis on technical skills, however, and the ability to get the job done, 
even if it includes heavy-handed tactics, also seems to be present. 


The City needs to clarify its expectations of supervisors and managers as 
incumbents to their positions in management. The over-emphasis on technical 
abilities seems to create a role-confusion for many supervisors and managers in 
that they perceive their fundamental mission to be one of continued involvement 
in the technical aspects of the job at a higher level, as opposed to coaching, 
planning, integrating and evaluating. There is an historic lack of emphasis on 
these qualities in the City as evidenced by the lack of supervisory and 
management training up to this point and by the perceptual devaluation of the 
relational and conceptual aspects of management. As one interviewee put it "As 
long as the job gets done we will overlook other things". 


The City must also improve the way it orients new employees to the organization, 
the department they will work in and the job they will do. It must also redefine the 
way it orients new supervisors and managers. This orientation period is the time 
when organizational values are explained and expectations are established for all 
employees, supervisors and managers. 


Another area that needs significant improvement as it relates to employee and 
management performance is that of documentation. In general, there is poor 
quality to the documentation used for employee performance. This is especially 
true when supervisors and managers document performance not meeting generally 
accepted standards, if there is any documentation at all. Performance 
accountability starts with senior management and cascades down to employees. In 
this way, senior managers serve as role models for subordinates. Such 
accountability is not currently an element in evaluating managers within their 
areas of responsibility. 


In regards to the use of information technology, the City must incorporate 
technology much more into its work processes. In general, even when technology 
is available, the City does not make full use of that technology. At present the 
City under-utilizes technology already available for communication, memos, 
problem solving, and decision-making. This results in the use of less efficient 
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methods such as individual meetings, lengthy voice messages, group processes 
and other similar activities. 


Presently, there is a great deal of dissatisfaction within the organization 
concerning the interface and level of service provided by the MIS department. 
Some functional lines make no secret of their displeasure with how the MIS 
department provides services or, rather, the lack of services to their departments. 
They perceive that their interests would be served better if they were allowed to 
select external MIS consultants and vendors. Some divisions have circumvented 
this situation to the extent that they have their own in-department MIS staff. 
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LEADERSHIP AND MANAGEMENT ISSUES 


Although leadership and management concepts and jargon are used 
interchangeably in everyday conversations, leaders and managers serve a 
substantially different purpose in the functioning of organizations. Management 
is generally concerned with the efficiency of tasks and the maintenance of the 
existing structure in organizations, while leadership is more concerned with 
effectiveness and change processes in organizations; in different words, 
management is focused on day-to-day functions while leadership is focused on the 
future functions of the organization. 


Ideally, management and leadership should coexist harmoniously, and if 
functioning properly, they should create a high level of synergy and organizational 
effectiveness. In reality, and as evidenced in numerous organizations, 
management tends to take over slowly but gradually, becoming resistant to 
leadership and change processes. In that fashion, many organizations end up 
being over-managed and under-led. 


Although some of the leadership and management issues have been covered in the 
Mission and Strategy section, more emphasis is needed to relate this element. One 
of the most fundamental problems the City faces, is its historical lack of 
leadership. Although the current City Commission and City Manager are trying to 
change this state of affairs, it may be some time before significant progress is 
made. 


The following are concerns expressed by managers and employees during the 
interviews: 


e Some employees expressed skepticism that the City Manager and the senior 
managers of the organization really believe there are problems that need to be 
addressed, even if they overtly verbalize that low morale exists in the 
workforce. 


e There is a belief that the City lacks political leadership to make tough 
decisions. 
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There is a belief that senior managers pay a political price for attempting to 
exercise leadership and this makes them very gun shy. Quite a few supervisors 
and managers noted that this is especially true of the City Manager's position. 
There is a belief that “employee relations get City Managers fired". 


Most employees and managers noted a lack of organizational leadership and 
direction. They saw a lot of micro-management but they do not interpret this 
as leadership. They see managers manage, but they do not lead. 


An interesting viewpoint shared by a few interviewees is that some of the 
effects acted out by employees such as backbiting, learned helplessness, 
despair, conflict and allegations of discrimination are the result of a lack of 
direction and leadership. In other words, in the absence of worthwhile goals, 
sense of mission, and accomplishments, employees turn inward and this 
enhances problems and petty issues. 


The organization neither has nor encourages a particular management 
philosophy. This leaves supervisors and managers to act on their own 
discretion. When management positions change, management styles also 
change and the contrast becomes very noticeable. Apparently this is especially 
noticeable in the Wastewater division when comparing the differences that 
exist between previous management (from 7 or 8 years ago) and its present 
management team. 


Contributing even further to the differences in management style were 
circumstances beyond the control of the organization. In the "good old days" 
money seems to have been in higher supply and there were higher numbers of 
staff to accomplish tasks. RCGS changed all these conditions, adding new 
dimensions of stress while polarizing relationships between managers and 
employees. 


The Wastewater division is a good example of this issue; there is a belief that 
previous department and divisional managers were very "people-oriented". 
When new supervisors and managers took over with substantially different 
management styles, it made the contrast even bigger. 


Decision-making is focused on short-term financial decisions and there is no 
incentive to show leadership. 
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Many also see management as self-centered and fostering an "inner circle". 
Employees see them as non-responsive and as people who do not realize that 
"If you are an unpleasant manager, people are not going to bust their butt for 
you". People believe they are being treated as if they have no intelligence and 
do not know what they are doing. These perceptions are more pronounced in 
the Public Services area. 


A persistent criticism was the belief that some managers are not appropriate 
role models. This was reported especially in some areas of Public Services. 
This issue of inappropriate role modeling, coupled with a very strong 
"command and control" management style at Public Services (especially at 
Wastewater, but also in other areas of the organization such as Public Safety), 
has led to an underlying resentment. 


There is a tendency in some departments to manage by what was described as 
"command and control". This exemplifies a very rigid, militaristic style that 
seems to be at odds with what the City says it favors in its managers. Many 
employees hear this as "double-talk". They believe the City gives contradictory 
messages. If the pressures are for cost containment and increased productivity, 
the City should not be hypocritical and pretend to emphasize a kinder and 
gentler management style. 


Some participants, especially in the Public Safety area view, senior managers 
as aloof and disconnected from realities in the organization. "They lost sight of 
the fact that people are not just bodies but they are people. That is why the 
military almost went to hell after Vietnam. They just didn't care. They had to 
profoundly change their way of thinking. Managers are more concerned with 
staying within the guidelines than doing what is right". 


The management style for some supervisors and managers is considered too 
harsh and authoritarian. Employees and some supervisors and managers 
questioned the necessity for an "in your face" style of management. 


Most employees and managers expressed a belief that crisis and omission 
manage them. 


Some managers took exception to the labels applied to their management 
methods, which have been characterized as "pushing too hard" and using 
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"command and control" tactics. They believe there are continuous pressures 
for cost containment from the City Commission and the City Manager and yet, 
when there are blowouts and employees start complaining, the City 
Commission and the City Manager "act surprised". 


A strong belief exists within the organization, that most supervisors and 
managers (particularly those within the Department of Public Services) are 
typical of those working in cultures that emphasize technical skills but do not 
emphasize human-relations and management skills. Even within the 
Department of Public Services, some supervisors' and managers' names are 
brought up more consistently as examples of the "command and control" 
management style. 


Many respondents reported the presence of extremely opposite and mutually 
incompatible management styles; managers are both strong and decisive, or 
they are pushovers incapable of handling problems; nothing exists between 
these extremes. The belief is that a manager who is too soft will allow the 
whole place to fall apart. 


Some of those interviewed reflected on the tendency of many managers and 
supervisors to pick battles they cannot win. A concrete example illustrates this 
point: An employee says s/he needs to see a doctor; some supervisors and 
managers with the "command and control" style of management, immediately 
and in a very demanding tone request proof of this activity. They say such 
things as "If you are going to see a doctor I better see a certificate or a written 
excuse". The point many people raised, was why do this? The contract (for 
represented employees) says that the employee does not have to provide proof 
for the time off if the absence is less than three days. This is also the case 
when supervisors and managers demand provision of information regarding the 
nature of an illness. For many represented employees the contract says they 
need to provide information regarding their illness/injury only if it is job 
related (for work compensation); other illnesses/injuries are not covered by this 
requirement. Managers and supervisors put themselves in an impossible 
situation. 


Not all employees see their managers in a negative light. Many see their 
managers as ethical and moral people. They believe their departments are 
managed well. They like their jobs and like working for the City. 
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Quite a few managers and some employees interviewed believe grievances are 
too often filed to deal with labor problems and disputes. This may be 
resulting, in part, from the present structure that is in place for managing these 
issues. 


Many managers and supervisors, as well as some employees believe the unions 
protect bad employee too often. 


Even when input is given, employees believe management is non-responsive to 
their suggestions; many employees are afraid to address their supervisors or 
managers anymore. These issues seem to have had significant impact on 
morale. Many believe that things changed for the worst five or six years ago. 


e Some managers and supervisors noted that the City has as history of 


responding to external hiring pressures by attempting to fill positions quickly 
rather than by employing the best candidate available. This situation resulted 
in employees who may be difficult to promote because they lack the basic 
skills necessary for supervisory positions. This quick method of responding to 
external pressures seems evident in other areas of the organization as well. 
Many feel this situation is responsible for some of the existing problems 
related to the promotion of minority candidates. 


e The City has not established nor sustained a formal mechanism to recruit 


qualified minority candidates. Rather, it tends to recruit minorities in response 
to external demands so as to quickly resolve pressures. This is not true of all 
minority candidates since the City has some well-educated and work-driven 
minority employees employed at all levels in the organization. Even many 
minority employees we interviewed, however, pointed to this situation stating 
that the City's present recruitment process further perpetuates the stereotypes, 
opinions and beliefs held by Caucasian employees concerming minority 
personnel. In other words, the City recruits minority personnel to "meet 
quotas" and not to hire minorities based on their intrinsic knowledge, skills, 
and abilities. 
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Perceptions of the consultants: 


It appears that over the years, there has been a minimal emphasis on leadership in 
most of the functions and processes of the organization. Employees at all levels of 
the organization were rewarded for continuity, linearity and conservancy of 
tradition. In other words, they were rewarded for maintenance of the organization 
as it existed. Several factors, internal and external, may have contributed to this 
state of affairs. Among the internal factors, the organization has a natural 
tendency to perpetuate itself in its existing form, fostering resistance to change, 
territorial disputes, a tendency to focus on efficiency at the expense of 
effectiveness, as well as defense mechanisms that helped to develop their "fortress 
mentality". These defense mechanisms include the perception of working in a 
fishbowl, the politicization of work and the perception of being vulnerable to 
external forces. These forces singled out departments or staff members for 
perceived errors, incompetence or unfairness. The general feeling in some 
departments is that they were offered periodically as "sacrificial lambs" to placate 
somebody's ire. 


The external factors include a belief that the future is just an extension of the 
City's past and the economic and social conditions that previously existed will 
continue to exist. Focus has been directed toward maintenance issues rather than 
growth issues and it is precisely this point that has tipped the balance into 
management's favor. Since there have been no pressures to change, the 
organization has continued its maintenance mode. When the organization has had 
bouts with change, the City has experienced some of its worse and more stressful 
moments. This seems to be best exemplified by the RCGS process. 


One issue that may have significantly contributed to the internal resistance to 
leadership and change is the lack of coherent vision and strategy for the 
community and the organization. Many employees and managers believe some of 
the previous City Managers were less interested in the future of the community 
and the organization as they were interested in edifying their careers, building 
their curriculums and then moving on to greener pastures. This perception has 
created a feeling of "us vs. them", where managers and employees have circled 
the wagons or lifted the bridges over the moat and have developed mechanisms 
for self-protection. 


An issue that further split the organization (in some of the departments more 
pronouncedly than in others) emanates from an absence of values related to how 
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managers should manage. Without a central core of management values, best 
evidenced by the lack of training, significant differences in management style 
have developed between departments and divisions. This is not to say that 
organizations should clone managers to a particular style. That would be ill 
advised, if not impossible, since managers and supervisors are different people 
and need to merge their personal styles with the organizational values. In the 
absence of organizational direction, this means that departments and divisions 
have created management styles by default and not by design. As a way to defend 
themselves against inconsistencies and perceived abuses, some employees have 
rallied behind their labor representation and have further cemented internal 
divisions. These divisions have led to adversarial relationships where 
suspiciousness and mistrust prevail and collaborative problem-solving efforts are 
very difficult between management and employees. 


In some departments and/or divisions where strained relations are most 
observable, there is a consistent problem-solving approach between managers and 
employees that has become a negative, self-fulfilling prophecy. How 
management approaches its employees and represented labor has become a series 
of expected steps, very predictable, very standardized and, in many cases, very 
futile. When problems develop between managers and employees and the 
problem-solving approach doesn't seem to work, there is a pronounced tendency 
to increase the intensity of the approach rather than shift to a different approach. 
This increase in intensity breeds more contempt, further enhancing divisiveness, 
mistrust and antagonism and sets in motion another round of self-fulfilling 
behaviors. A whole range of negative emotions accompanies these behaviors and 
this contributes to another cycle of self-fulfilling behaviors. This leads to a series 
of Pyrrhic victories. 


It is also in these areas of problem-solving where the starkest differences are seen 
between management and leadership. Managers are more likely to increase the 
intensity of the problem-solving approach even when faced with the fact that it 
may not work. Slowly but gradually, increased intensity results in an entrapment 
process. This entrapment process is characterized by repeated investments of 
time, money, resources and expectations with a belief that the next round of 
behaviors will lead to victory. When the next round does not fulfill expectations, 
the tendency is to evaluate the success of the approach used, rather than to 
attribute failure to having not tried hard enough. This, in turn, leads to yet another 
round of similar behaviors that, now, are exercised at a higher level of intensity. 
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These cycles are supported by ever-stronger emotions and these emotions further 
support the cycles. 


Erroneous conclusions should not be drawn from the preceding explanation. 
Attribution and blame should not be put squarely on management within the 
organization. Management and labor tend to mirror each other's behavior. Over 
time, they replicate each other's behavior in exactly the opposite way. In a sense, 
they share responsibility for maintenance of the problems. Indeed, many labor 
problems experienced by the City are intractable conflicts and, at this juncture, it 
is irrelevant who cast the first stone or who did what and when. The past becomes 
another hindrance to the resolution of the problems. 


It is interesting to note that both management and employees/labor representation 
engage in a pattern of learned helplessness maintained through oral history within 
the organizational culture. This means that as new employees join the 
organization, or as employees are promoted to management positions, they adopt 
a series of beliefs and attitudes that are nurtured by a support group. The social 
and physical environment of the City conditions the behaviors and attitudes seen 
in employees and managers. This conditioning is rewarded by peer social support. 
Left alone, these conditions will not change overtime. It is more likely that they 
will become more engrained and more intense and will personify the Hatfields vs. 
the McCoys. Above all, these conditions cannot be changed by management 
practices, but by effective leadership on both sides. 


Problems cannot be solved unilaterally, especially when stereotypes and 
expectations have led to self-fulfilling prophecies. Indeed, if problems are going 
to be solved, they will need to be solved with equal participation and willingness 
from both sides. At this stage, the main difficulty may be that nobody is willing to 
cross over into neutral territory where effective problem solving can commence. 
The respective group would be heavily penalized for such a crossing due to 
perceptions of betrayal or selling-out. It is precisely at this point that the biggest 
difference between managers and leaders can be seen among both labor and 
management. It is the leaders on both sides that may be willing to take risks and, 
if failure ensues, they will eventually pay the price. This is not possible in a 
managing culture that emphasizes low risk-taking, tradition and, ultimately, a 
commitment to failing ideology, again on both sides. 


The City must consider changing to a more flexible management style aimed at 
solving problems, not perpetuating them. The leadership function must be more 
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heavily emphasized with full knowledge that this entails risks. To accomplish 
this, the organizational reward system must change. Indeed, there are no quick 
fixes for existing problems. Both sides continue searching for a panacea that is 


not forthcoming. 


The City must improve its communication process between most levels of the 
workforce and within all departments. This may not necessarily mean more 
information, but rather, it may call for focused communication. Indeed, the City 
already has many channels and venues for communication. There is a sense, 
however, that something is missing, that there may be volume but not essence in 
current methods. Managers may need to gather data and information on 
communication problems with their employees and correct these deficiencies. 
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TASKS AND PROCESSES 


Tasks and processes in organizations involve the ability to accomplish objectives 
and outcomes with streamlined work processes. This produces high quality 
services and products with the most efficient utilization of human and physical 
resources. Tasks and processes in organizations involve the way in which 
managers and employees approach problems, their ability to make timely and 
accurate decisions, and their de-emphasis of busy work. 


The following are concerns expressed by managers and employees during the 
interviews: 


The organizational culture is very risk-averse and gun-shy. Although it is true 
that most municipal governments are risk-averse as a nature of their business, 
this organization is more risk-averse even by those standards. This fear adds a 
lot of unnecessary layers to work processes so they [managers and employees] 
do not make mistakes and experience public criticism. 


There is a sense that external forces have created a chronic dependency 
between the City and the community. This dependency impacts the city 
structure. This is also a factor that contributes to the reactive nature of the City. 


Many supervisors and managers believe that although policies may need to be 
examined and modified, the biggest problem is that the existing practices take 
over and overrule the policies. 


Many managers point to a need for policy implementation from the top down; 
once policies are slated for implementation, there has to be a strong 
commitment toward their implementation. "There is no incentive to implement 
and there are no consequences for failure to implement. No one is held 
accountable either for making change happen or when it does not occur". 


It takes forever to get an answer. Too many hurdles are in place to permit 
timely answers. 
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Too many consequences are in place for failure. Negative consequences deter 
anyone from sticking one's neck out to make a decision. 


On the issue of streamlining, another suggestion was to refocus departmental 
purpose. Many departments create too many hoops to go through before 
anything is accomplished. Departments must refocus their purpose from 
policing to supporting efforts; refocus from creating policies and bylaws to 
supporting the internal and external customer. This would require a dramatic 
shift in organizational thinking to become a more customer service oriented 
organization. 


As the City reduced the number of supervisory and management positions, it 
did not communicate that there would be fewer overall chances for 
promotions. This fact, when coupled with inconsistent management practices, 
has created a fertile ground for charges of abuse, discrimination and favoritism. 


Although the City has no formal mentoring program, there is a perception by 
many minority staff members that Caucasian employees have access to an 
informal mentoring program. This informal mentoring program refers to a 
tendency in many Caucasian managers and supervisors, to coach, nurture and 
develop employees who share similar characteristics with them including race 
and ethnic background. This results in Caucasian employees who have access 
to more shared information and learning skills and it gives them an advantage 
when promotions are considered. 


An interesting observation was made regarding the overall approach toward 
problem solving in the organization. In this view, the organization does not 
explore alternate options when dealing with any type of problem. Instead, all 
parties tend to lock themselves in well-known, traditional and predictable 
positions that lead to stalemates from which they cannot exit gracefully. 
Several examples were given including the handling of management-labor 
problems, interdepartmental cooperation, negotiations, etc. As one person put 
it: "If nothing else, we are predictable". 


A concrete example of this futility and lack of good problem-solving abilities 
involves the predictable cycle that takes place between employees and 
supervisors or managers in regards to work-related disputes. Both sides use 
similar approaches. On the one hand, there are employees who try to solve 
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problems with the perennial approach of filing grievances and going to 
arbitration. On the other hand, there are the supervisors who predictably deal 
with these problems by saying "If you don't like it, take it to arbitration". Both 
approaches tend to antagonize each other. 


Some participants stated that problem-solving groups did not work well for the 
City in the past. They became "gripe sessions" and people slowly quit 
attending. 


Many managers and some employees who were interviewed acknowledged 
that the City has recruitment problems and that recruitment practices need to 
be improved. 


The organization, as a whole, does not handle conflict well. This is 
emphasized by a lack of adequate problem-solving mechanisms. When things 
do not go well, many supervisors and managers tend to fall back on "command 
and control" styles of handling pressure. Again, according to respondents, this 
is much more pronounced in the Public Services Department, especially in the 
Wastewater division. 


Some people we interviewed believe that discourse and controversy are 
discouraged to the point that the City runs the risk of "group-think". They do 
not believe that training alone can change things if supervisors and managers 
are not held accountable for their actions and behaviors. 


Many respondents believe that a main problem lies in the absence of real 
coaching and employee training. In their view, it is not enough to say to an 
employee "do it" if the employee does not know how to do it. The employee 
should be taught first and then held accountable for the correct performance. 


Some managers believe that although supervisors and managers need training 
on how to better manage employees, they also believe that employees "need to 
wake up to the realities of the marketplace and the new emphasis in society". 
In managers' view, many employees refuse to accept the reality that municipal 
governments are feeling some of the same pressures for effectiveness and 
efficiency felt by private companies. These pressures force organizations to be 
much more efficient and do more with less. 
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e Employees in the Public Safety Department believe their input is neither 
valued nor taken into account. "We try to be the best police department we can 
be. But, do both sides (management and union) know what it takes to be a 
good department? They never sat down and defined this. They need to define 
this jointly". 


e Some Public Safety employees believe the Police department is not responsive 
to the community. They believe the department needs to gather more data 
(citizen participation). [This data gathering issue seems to be consistent with 
the general lack of information coming from the community.] 


Perceptions of the consultants: 


There is an historical tendency to focus on the immediate or short-term time 
frame, quite often at the expense of the long term. In other words, the urgent does 
not leave time for the important. This running around, trying to put out the latest 
or greatest fire leaves many employees and managers exhausted, demoralized and 
very cynical about the present and the future. They believe if people in the 
organization could run the "Ferris wheel" faster, certainly the objectives would be 
met and a sense of accomplishment would be achieved. The RCGS process is a 
good example of how the emphasis is placed on reducing or meeting efficiency 
while little attention is paid to the impact on the big picture or effectiveness. 
Surprisingly, there is very little structure in many areas of the organization 
considering the rigidity of the organization. At the same time, there is no work 
process consistency. 


Another significant problem in the structure of the organization is the interface 
and streamlining of functional lines and the work processes that involve different 
areas. These processes should be restructured to allow for easier interface and 
decreased conflict and frustration when coming together in the pursuit of 
organizational goals. Compartmentalized work processes result in redundancy 
and loss of efficiency. 


The City must revisit the organization's overall style of decision-making. Above 
all else, this style seems to have been affected by low risk-taking encouraged and 
practiced by most managers and employees. The fear of failure is heavy and 
avoided at all costs. This is the case when work-related issues are debated to 
minute points so all the bases are covered. Managers and employees usually 
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proceed this way when the organization greatly punishes failure and modestly 


rewards success. 
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EXPECTATIONS AND ACCOUNTABILITY 


Expectations are an important component of quality, productivity, and the whole 
of organizational life. In most cases, employees and managers rise to the 
expectations placed on them. This characteristic is sometimes referred to as a 
self-fulfilling prophecy or the Pygmalion effect. 


To be effective, expectations need to be maintained with a high degree of 
accountability. This accountability, in turn, needs to be sustained with positive 
and negative consequences. 


The following are concerns expressed by managers and employees during the 
interviews: 


e There is a large gap between why an employee or manager needs to do what 
the job demands and what the job description says the job requires. This 
means that employees are told to do things because the "boss ordered it" and 
not because they understand how this provides value to the organization and 
helps the customer. The need for employees to understand their roles in the 
organization should be tied to fundamental values of the organization. 


e Anexample given by many of the people we interviewed involves a belief that 
people are not feeling "REAL PRIDE". This refers to a Value Statement 
issued by the City with the following meaning: 


Responsible 
Ethical 
Accountable 
Leadership 


Professional 
Respectful 
Innovative 
Diverse 
Employees 
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Many employees said that this is another example of how little the City knows, 
or understands, its employees. They view this statement as an example of how 
far management is willing to go to define how its employees are supposed to 
feel. As one person sarcastically put it "Flogging will continue until morale 
improves". 


In the opinion of many employees and, to some extent, supervisors and 
managers, it is only when external public pressure is orchestrated, that some 
senior managers become more motivated to involve employees at all levels in 
participative problem-solving and decision-making. Otherwise, decisions are 
made with no input from the ones who implement the work. 


In the last 5 or 6 years, there was a switch in the organization from "being very 
paternalistic and people-oriented to more mechanistic with an emphasis on 
efficiency. They [senior managers] believe that the organization can operate as 
a machine with interchangeable parts". 


There is a great concern about the City's tendency to bypass procedures. Rules 
seem to be constantly changing depending on who is in the game. "It is easier 
to ask for forgiveness than to ask for permission". 


An area that is perceived as very important by many managers is that of 
standards. The City does not have system-wide standards and, where standards 
do exist, there is no consistency in how the standards are applied. 


There is a belief that the standards of performance are not adequate. 
Expectations and goals are seldom or never set for employees and managers. 


There are significant inconsistencies in the interpretation of City policies 
regarding absenteeism and tardiness. This leads to perceptions of favoritism 
and discrimination. Some departments have a reputation of being very strict 
and others of being very lax. 


Similar situations exist when managers and supervisors do not follow existing 
procedures for disciplinary actions that are turned over when grieved. This 
relationship between managers and employees does not have to be 
antagonistic. 
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An observation was made regarding customer service. In this judgment, 
supervisors and employees need to be taught skills on how to deal with both 
internal and external customers. There appears to be a lack of awareness by 
some supervisors, managers, and employees as to how they come across to the 
customer. This point was further expanded to involve some supervisors and 
managers who lack the realization of how sharp and blunt they come across to 
employees. 


There is a belief, especially among managers and supervisors, that the 
organization has not done a good job at accountability and job evaluation. 
Even more so, this is especially noticeable in the lack of coaching and 
documentation of poor performers. In this regard, the organization ends-up 
making rules for 10% or 20% of employees and managers who are problems 
and not for the 80% or 90% who are ranging from OK to excellent. Making 
tules is different from holding people accountable. 


Accountability is evaluated, in many cases, on irrelevant dimensions, on 
minutia or on efficiency rather than effectiveness. There is a tendency to 
evaluate employees, supervisors, managers and senior managers in the same 
way and, therefore, not differentiate between efficiency and effectiveness. The 
system may not be rewarding what it says it rewards and may be punishing 
what it says it does not punish. 


Many supervisors and managers believe the organization, especially Human 
Resources, does not back them up when implementing disciplinary procedures. 
However, the significant inconsistencies in contract interpretation and policies 
make this support very difficult. Many supervisors and managers clarified that 
the Human Resources Department has been more helpful recently, but there are 
still many things to improve. 


Traditionally, the City has invested very little in management training for its 
managers and supervisors. Also, the City needs to strengthen the whole 
Human Resources function. 


The values and rewards have changed from an emphasis on people to an 
emphasis on efficiency. This has radically changed the culture of the 
departments and divisions. Some employees and managers believe that 
changes go beyond a change in management style; changes are more profound 
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in nature. They contend that this shift in emphasis to meet productivity and 
efficiency has changed the values and philosophy of the divisions; it has 
shortchanged their safety and well being, not only for its employees and 
managers, but also for the community. 


There is a notion that senior managers need to define the management style or 
philosophy they want for the organization and support their managers for 
upholding that philosophy. 


The organization needs to change how senior managers are rewarded. They 
may be rewarded for maintaining conflict and competitive stances rather than 
cooperative positions. 


The organization does not emphasize conceptual skills in managers or senior 
managers. This leads to a lot of managers who micro-manage their 
departments. Technical skills are the predominant criteria for promotions and 
rewards. 


Many interviewees believe that for all the talk from supervisors and managers, 
who seem to ravel in the "command and control" approach, they do not seem 
to deal effectively with the extreme cases. In their view, these managers make 
a lot of noise, but ultimately fail to handle and manage the really "bad apples”. 
They do succeed, however, "in getting on everybody else's nerves". 


There is a tendency to overuse punishment to keep behavior under control. 
This is true for many departments and divisions, especially in the Public 
Services area. Due to particular problem-solving approaches, it is difficult for 
many supervisors and managers to break away and use more rewards to shape 
desired responses. There is a tendency to view employees as liabilities and not 
as assets. According to the comments of numerous interviewees "good leaders 
are the ones that employees want to follow not ones that they have to follow". 


A persistent problem that managers shared is that as a whole, the City does not 
document the performance of any individual employee well. This is an area, in 
their opinion, that needs dramatic improvement. 


e Record keeping is very poor, especially as it relates to employee performance. 
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e A problem identified by many participants in these interviews involves the 


performance appraisals used by the City; they are not effective. In their view, 
these reports do not identify problem areas where employees need 
improvement. In that way, appraisals say nice things that do not match the 
reality of the situation. This point was strongly emphasized by some senior 
managers who do not see any value in evaluation systems that cannot track the 
performance of an employee over time and, in the end, may actually do more 
harm than good. This is the case, in their view, when documentation provided 
by these appraisals says nice things but misleads in regards to actual 
performance. This situation misleads employees in regards to their own 
abilities, motivation, skills, and the like, allowing them to believe that their 
performance is much better than is actually the case. This allows for increased 
expectations on the part of the employee who then feels frustrated when pay 
increases, bonuses or promotions are not forthcoming as a result of such good 
evaluations. At the same time, the appraisals provide for a positive 
documentation of performance that turns against the organization when 
corrective or disciplinary action needs to take place. These same managers 
acknowledged that this is not aimed at the vast majority of the employees who, 
in their view, range from adequate to excellent in their skills, abilities, 
motivation and loyalty to the organization. 


Many managers believe that it is the employees, and not supervisors and 
managers, who need training. In their view, the City, especially the Public 
Services area, is an unruly place that is breaking down the morale of 
supervisors and managers. Furthermore, they believe that the City is 
permitting employees to exercise too much control. In their view, "a little 
participation is OK but they [the employees] become more and more 
demanding". 


Some believe there are significant differences in how functional lines operate 
and are held accountable. There is a perception that the part of the 
organization that responds to the enterprise budgets (Water, Wastewater, 
Parking System, Transport, etc) is run as a business and held more 
accountable. Conversely, tax-based budgets depend on tax dollars; the 
perception is that these areas are held less accountable for their budgets' 
efficiency and effectiveness. 
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There is a perception that departments increase employee stress by saying that 
"we need to get better" but they do not show employees the actual benchmark 
or comparison. Like many people said "Show us what we are up against and 
we will try to match it". 


The City does not do a good job of training supervisors and neither does it do a 
good job at getting rid of the poor employees. Many supervisors do not know 
how to supervise. "They crack the whip, they intimidate, they belittle in an 
effort to get people to do things. Employees then retaliate". In many cases, it 
is not the supervisors' fault because they are not trained. They have learned 
their management skills from the way they were managed and, often, they 
model the behavior they observed in other managers. Many employees 
respond with passive-aggressive behavior to being managed that way and 
"screw up" on purpose; this, in turn, sets another cycle of whip cracking 
followed by more passive aggressive behavior. "Some managers and 
supervisors believe that yelling, pounding desks, shaking fists does the job; at 
least it makes the manager feel good". 


Supervisors and managers need to be better trained and, most importantly, they 
have to define their expectations. Are supervisors and managers there to do 
the job themselves or are they there to teach and coach others the skills 
necessary to best accomplish the job? 


Some supervisors and managers, who were accused of insensitivity, resent this 
accusation and they believe employees are ganging up to get them. They view 
complaints as a response to disciplinary actions supervisors and managers have 
had to take and that there is no foundation to these allegations. 


The tough management style described as “command and control" 
was instituted literally to the point that no other style is tolerated in some 
departments. The off-site, supervisory training offered by the City was 
frowned upon, especially in the Public Services area, were it was regarded as 
"touchy-feely" or "charm school nonsense" and if somebody tried to apply it, 
they were considered a "wuss". 


There is a belief on the part of some managers and supervisors that the 
organization does not support them when they "go out on a limb". 


54 of 77 CITY OF KALAMAZOO 
Organizational Culture Report 


e The distance between the best and the worst worker is minimal in terms of 
recognition, pay, evaluations and the like. This is no incentive to gain more 
skill or to be more responsible for special tasks. 


e Some employees and managers interpret some of the charges leveled against 
the City in the past as the response from disgruntled employees who are now 
being held accountable for their performance. 


Perceptions of the consultants: 


Traditionally, the City has placed a great emphasis on punitive methods to control 
staff's behavior. Although there are times when it is necessary for managers to 
utilize disciplinary methods to deal with transgressions, the City does not 
encourage the use of alternate methods of employee management for supervisors 
and managers. These alternative methods necessitate system wide training, 
support and, above all, commitment to organizational values. 


It is clear that there are significant differences in how different departments are 
managed ranging from a paramilitary style in the Department of Public Safety to 
the participative and inclusive style at the other end of the spectrum. Even taking 
these differences into account, there is no attempt to establish guiding principles 
for managers. New managers and supervisors learn to manage their staff as best 
they can. 


An area that necessitates significant improvement is that of setting expectations 
for performance and, even more important, rewarding adherence and fulfillment 
of the expectations. These expectations should closely follow the core 
organizational values. 


Expectations should be clearly outlined during the hiring and orientation 
processes, as well as for each level, when employees are promoted. Fulfillment of 
these expectations should be incorporated into the annual evaluation of the 
employee, supervisor or manager. 


Another area that needs major revision involves performance evaluation 
procedures. At the present time, the City does not have an effective or efficient 
performance evaluation system. Evaluations are used most often to discipline or 
just to fulfill the task; they are not for the skill development and career growth of 
individual employees. Most importantly, the City needs an evaluation system that 
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is not perceived as punitive in nature, and one that contributes to employee and 
management development, one that helps the organization attain its goals. 


The City must define the purpose and nature of the performance evaluation so its 
role and use are very clear to managers and employees. Also very important, is 
training for supervisors and managers in the use of these tools, as well as the 
necessity to be candid and honest in preparing evaluations. This process should 
also be communicated to employees so they understand why the organization is 
using evaluations and what they can expect from them. 


The City must revise its employee recognition system. This means connecting the 
systems of employee evaluation, coaching, and employee recognition into a 
comprehensive entirety. At the present time, the City has several components of 
an employee recognition system, but they need to be more integrated with the 
other functions. 


In general, accountability must be measured and managed much better across the 
board. Appropriate benchmarks in the technical, human relations, and conceptual 
areas should be established and employees and managers should be held 
accountable, to different degrees, for the accomplishment of these performance 
measures. 


To accomplish these accountability benchmarks, the City must also provide the 
skills necessary for employees and managers in all the areas, technical, human 
relations, and conceptual. Doing this, will require that the City shift its view of 
training and development. 


Most "for-profit" or "not-for-profit" organizations and institutions are good, or at 
least acceptable, in their projections for capital acquisitions. Capital acquisitions 
are imperative if organizations are to maintain pace and competitiveness with their 
counterparts and include machinery, communications equipment and the like. 
What is notably absent from these projections, for the most part, is the human 
capital investments that are necessary to keep the system in synchrony with 
technological advances. This particular way of thinking seems to have been 
influenced by the industrial wave of thinking that placed importance only on 
"tangible" assets, that is, those that can be bought or sold. 


This wave of thinking does not fit the mode or needs of City governments that do 
not produce goods but, rather, provide services. It is employee and management 
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skills that are at the core of a service industry. Yet, most service industries like 
governments, education, healthcare and others, fail to make substantial 
investments, for the most part, in the skills of its managers and employees. Part of 
the problem may reside in the view training and development are seen as 
"benefits" given to the workforce and not as "assets" the organization invests in 
and recoups over the years. 


The City needs to develop a comprehensive training sequence for employees and 
managers that fits the particular needs found in the City of Kalamazoo. It is 
advisable, as well, that if the City develops this plan, it should also hold 
employees and managers accountable for the skills they learn. 
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GENERAL CLIMATE AND CULTURE 


The general climate of an organization, sometimes referred to as the culture of the 
organization, is made up of a wide range of tangible and intangible elements that, 
when combined, affect the work, moods, predisposition, trust levels, and a whole 
array of other issues. Employees, managers and even customers affect this system 
and, in turn, are also affected by this system. 


In many cases, people are hard pressed to explain why they see or why they 
perceive a general climate the way they do. They have no problem, however, 
stating how much the aura, atmosphere, feeling, or the "karma" affects them. 
They see organizations as vital, vibrant, ebullient and synergistic, or as 
depressing, unfriendly and uncaring or, as anything else in between these two 
poles. 


The following are concerns expressed by managers and employees during the 
interviews: 


e “We are more concerned about having all the I's dotted and the T's crossed but 
we are not concerned about what we do. People go through the motions, but 
they do not care. Just put in the hours for the shift”. 


e Some managers believe there is no sense of organizational loyalty. In their 
view, there are too many agendas and too many power plays. Some employees 
believe that power is in the hands of the wrong people. 


e There is a belief that negative feedback and perceptions of hostility from 
external forces have contributed to a sense of despair; "we are starting to 
wallow in our own misery". It should be clarified that this viewpoint does not 
represent all the people we interviewed. Indeed, some employees, supervisors 
and managers feel contentment with their jobs and working environment, as 
well as with the quality of supervision. A significant number of people, 
however, believe there are many negatives in the organization and, when 
experienced collectively, even satisfied employees admit that negativity exists. 
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Most employees and managers acknowledged that change is not an easy 
process for the City. Even slight departures from traditional lines of 
management result in stress and anxiety. An interesting example of how 
continuity is promoted through the organization is seen in how perceptions and 
attitudes are maintained through oral history. In this situation, new employees 
learn an informal culture as soon as they are hired and they perpetuate these 
viewpoints through a support system. 


In many departments, the existing structure makes it difficult for change to 
occur, even if change is wanted. "Our place is full of Kings in their kingdom. 
This makes change very difficult. How we are organized reflects how we work 
and what we feel about each other". 


As one manager put it: "Tradition is killing us". 


The City must promote the development of multiple skills for its employees 
since work processes change and the needs of the City change. Many 
employees and managers currently expect to retire after performing the same 
job in the same way they were hired to do it many years ago. 


It is believed that senior management attempts change, but front line 
supervisors and managers do not. Maintaining the status quo is the mode of 
operation for most front line managers. 


There are contradictions regarding change. At times, it appears that the same 
people who want change are the same people rejecting it when changes are 
introduced. They appear to acknowledge the need for change at an intellectual 
or cognitive level, but they resist change at the emotional level. 


Some people believe there may be a negative, synergistic effect that is gaining 
momentum. 


"Our problem is not the people. This is not to deny that there may be a few 
bad apples here and there. Our major problem is the system that has been 
created over the past decades that creates the conditions for a lot of the 
problems to occur. We found the enemy and it is us". 
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e In most departments, there appears to be a lack of trust among employees, 
among managers and also between employees and managers. This is not a 
recent development, although it seems to have been accentuated after the 
RCGS. This lack of trust is maintained through an oral history present in the 
culture of the organization. The direct impact from this lack of trust affects the 
work itself, making work processes cumbersome and delayed. 


e When employees ask questions about their particular work assignments, they 
do not receive responses to their questions and they believe they are being 
punished for "trouble making". This also occurs when they question collateral 
tasks, work that is not part of their routine duties. This behavior is one source 
of antagonism between labor and management and often ends in the filing of 
grievances. 


e Several people who were interviewed for this assessment pointed out that 
things have been changing for the worse for a period roughly encompassing 
1990 or 1991 to the present. They point out that "There was a sense of 
belonging and a sense of team in the organization prior to those years. Maybe 
this was not true for everybody but at least there was some sense of purpose, 
direction and team. Now everybody seems to be on everybody else's back and 
throat. In that time, we seem to have switched to an in your face style of 
management. Many of the employees feel that all trust is gone". 


e Many supervisors and managers stated that the technical and interpersonal 
skills for a majority of employees range from adequate to excellent. The few 
"rotten apples", however, seem to get high visibility; this communicates to the 
rest of the organization that they can get away with it. 


e Many managers pointed out that despite differences separating managers and 
supervisors from employees, when "crunch time comes", cooperation is there 
and everybody pitches in. 


e Insome departments, a very antagonistic relationship exists between managers 
and employees. This results in constant friction that periodically erupts in 
discipline and grievances. 


e Many people who commented on the relationship between managers and 
employees also clarified that wrong assumptions should not be made, 
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especially the assumption that managers and supervisors are always wrong and 
employees are always right. Rather, if employees are going to be held 
accountable, supervisors and managers should also be held accountable. 


e The relationships that exist with unions are significantly different between 
managers. Some managers indicated they have good relations with the unions 
and they incorporate unions in the planning process; others perceive an 
expanding gap that separates them for each other. 


e There is a belief that when an employee complains, they are assigned the most 
disliked or unpleasant assignment as punishment for speaking up. 


e For many people, stress seems to accumulate to the point that some have 
sought counseling and some are on medication to help them cope with the 
situation. Many people spoke to us only after repeated assurances of 
anonymity. They said they were scared to speak out, fearing they would not 
have a job tomorrow. They believe management will retaliate. 


e According to many interviewees, the Wastewater plant developed a reputation 
of being a "penal colony" or a "prison camp". There is a sense that "difficult" 
employees were sent there because functional line managers in other divisions 
could not (or would not) deal with the problems created by these "difficult" 
employees. This fact may account, at least in part, for the negative perceptions 
that many hold for the Wastewater division. 


Perceptions of the consultants: 


Change is a difficult process for the City of Kalamazoo. This situation agrees 
with the perception made by some interviewees that the City mirrors the problems 
of the community. This difficulty may be the product, not only of a natural 
resistance to change exercised by many employees and mangers but, as well, to 
how the organizational system is laid out. The organizational budget may be an 
example of this structural impediment to change; it may not support the 
organizational culture desired by the organization's leadership. The way the 
current budget is structured creates "boxes" and keeps managers and departments 
in these boxes. As one manager expressed it, "We are too budget driven and 
should not be since things do not change that much from year to year". This is 
just one factor that may be contributing to the change difficulty. 
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Another factor that may have contributed significantly to this change resistance is 
exemplified by the "fortress mentality" previously described. The sense of 
scrutiny and the feelings of being attacked have led to a series of defensive 
measures whereby departments have created internal cultures in the absence of 
useful, external feedback. This posture of "us vs. them" has led to a hardening of 
positions and directly affects the organization's capacity and willingness to 
change. 


Another factor affecting the capacity of the organization to change is directly 
related to the degree of trust existing in some departments. Although there are 
significant differences between departments and divisions, there is a higher level 
of distrust in some departments than in others, most noticeably in the Public 
Services and Public Safety Departments. 


This whole issue of adaptability to change is seen in other related issues as well, 
mainly in the management of diversity in the workplace. As previously stated in 
the section titled Organizational Structure and Operations, there is a tendency to 
homogenize the staff in one or more dimensions. This homogeneity may include 
friendships, blood relationships, educational background, gender consistency, 
racial or ethnic characteristics, geographic boundaries or other characteristics. 
These consultants found a variety of opinions regarding allegations of 
discrimination; these opinions ranged from a belief that discrimination exists to 
attribution of discrimination to disgruntled employees. 


It is our impression that if preferential treatment exists, it is probably due more to 
management inconsistencies, including enforcement of policies and procedures, 
than it is to purposeful violations. There may be, however, individual cases where 
specific supervisors or managers foster prejudices; these are very difficult to 
prove, however. If the organization is to make change, it needs to focus on its 
employees' overt behaviors. Individual beliefs, attitudes and values are very 
difficult to change, but the organization can change employee and manager 
behaviors. To accomplish this, the City needs to focus on its management 
systems and hold supervisors and managers accountable for the correct 
enforcement of organizational policies and procedures. 


Quite a few people who were interviewed acknowledged that the problems 
covering diversity and minority issues seem to be cyclical in nature and they recur 
in what is perceived to be predictable intervals. They believe the City becomes 
concerned only when external pressure is applied to the organization, at which 
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point, the City reacts by putting stop-gap measures in place; these measures last a 
short period of time, then they revert "back to square one". Interviewees believe 
the City should create a more effective internal system that continuously addresses 
and prevents prejudices and stereotyping; the City should not react only when a 
sense of crisis develops. According to some interviewees, an example of these 
cycles seems to occur in the Department of Public Safety. They believe the 
department responds to criticisms and external pressures by providing diversity 
training. After the training is completed, however, and the external pressures 
decrease, things slide back to where they were before the crisis occurred. 
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CAVEATS 


A point should be made about the section titled Summary of the Findings from the 
Meetings. Although it is true that several criticisms and negative feedback seem to 
point to the Departments of Public Services and Public Safety, it is also true that 
these two departments encompass the vast majority of employees and managers. 
By their sheer size and visibility, they draw more attention than smaller and less 
visible departments. As a manager from one of these two large departments put it, 
"what happens to us also happens in other areas of the organization. It is just that 
we are more visible". 


The reader of this report should remember a point made at the beginning of this 
summary. It may be easy to draw the wrong conclusions from this summary and 
assume that the City possesses a myriad of problems not experienced nor suffered 
by other organizations. Indeed, the last decade, with its emphasis on effectiveness 
and efficiency, has introduced new levels of stress within organizations and 
caused strained relationships, decreased trust and the rewriting of implied 
contracts between employees and managers. The City of Kalamazoo is 
experiencing the same sense of stress and burnout that is being experienced by 
other organizations, both public and private. While these stresses account for the 
changes associated with RCGS, there are also other issues and problems that are 
more long-standing in nature. The fact that other organizations may be 
experiencing similar symptoms does not make it easier for the City. 


Although there is a pervasively negative tone to the feedback provided during this 
process, the reader should remember that this is not uncommon after change 
processes occur in organizations. The reader should also remember, as mentioned 
several times in this report, there are many employees and managers who are 
satisfied with their jobs and feel a high degree of fulfillment with their 
occupations. In spite of this, even these employees acknowledge that a negative 
spin currently exists. 


At times, these data seem to point to contradictions. Nevertheless, in many cases 
when employees had a chance to vent their discontent, they were quick thereafter 
to clarify that they had good jobs, fair pay, fair benefits for their work, and that the 
City as an employer has many pluses. Many of their perceptions seem to 
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disappear under the strain of daily work and relationships. Perhaps the most 
important perception expressed by many employees involves the vulnerability 
they feel toward losing their jobs. This may seem strange when one realizes that 
during the RCGS process nobody actually lost their job, although some 
reassignments were made. The most significant aspect of this point, however, is 
that the perceived vulnerability of jobs seems to have accentuated the fears and 
resentments of managers and employees. 


Like many other employers, the City, in its legitimate pursuit for efficiency, has 
created emotional barriers. These may take some time to overcome through hard 
work by both management and labor, and a high dose of understanding. 


This report should not be used to point fingers nor as an excuse to assign blame. 
There is plenty of that already making the rounds. Instead, we firmly believe that 
it should be used to draw attention to problem areas, areas where both (and we 
cannot give enough emphasis to the word "both") management and employees can 
meet and resolve their differences, perceived and real, in an atmosphere of 
collaboration. The City needs unifying forces, not divisive ones, at this time. 
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RECOMMENDATIONS 


The recommendations for the City of Kalamazoo will be made at three levels. 
These include the strategic, tactical and operational levels. 


e Strategic: The strategy of an organization is the art of using all institutional 
resources, human and material, in a planned and coordinated effort to attain 
stated objectives. Strategy addresses the effectiveness of an organization 
for doing the things that further the organizational mission. 


° Tactical: This level addresses the rules and procedures employed for the 
development of the strategy and, therefore, the attainment of the 
organizational goals. This level is concerned with the operations, policies, 
and governance; it deals with efficiency issues for providing the most 
economical way to implement and accomplish the strategy. 


° Operational: The operational level is the most concrete of the three levels; 
it is a refinement of the tactical level. This means that the rules, procedures, 
policies, and operations have to be adapted to the needs and goals of each 
functional line. 
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STRATEGIC LEVEL 


At the strategic level, we recommend that the City of Kalamazoo develop and 
implement the following: 


A Vision for the City 


At the strategic level, the organization needs to develop a vision for the future it 
wants to attain. This vision needs to be inclusive and fluid, provide awareness and 
have the capacity to unite and energize. 


The vision has to be inclusive, because it needs to be generated through a process 
of citizen participation. This participation and discourse should be broad and 
must encompass all sectors and segments of the community. It should not be the 
result of vocal community groups who may have high energy if not broad 
communal support. The City needs to create formal mechanisms that provide 
continuous and reliable information on which to base decisions and not base its 
decisions on a one-time-deal. 


It should be fluid and take into account any rapidly changing economic conditions 
and social and political realities. The vision should not be a static blueprint that 
cannot be adapted or readily reshaped. Instead, it should provide a sense of 
direction and, therefore, make the City less reactive. In other words, it is not a 
destination but a journey. The City of Kalamazoo has never had a visioning 
process and has never emphasized this function of city government. Instead, it 
has relied on short-term goals and objectives. 


The visioning process should provide an awareness of existing conditions, the 
need for change, and a coherent picture of what the city wants to become. In 
many ways, the visioning process should raise consciousness about the past, the 
present and what the future may be. 


The visioning process should also serve as a force of unification, both internally 
and externally. As explained above, the visioning process can raise awareness of 
existing conditions and highlight potential threats and crises. These threats and 
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crises usually have the capacity to act as unifying elements and move communal 
forces into action. Externally, it can move the "silent majority" into participation; 
internally it can galvanize the employees and managers of the City into more 
participative and cooperative processes. 


It is also recommended that during this visioning process, the City needs to 
redefine the role it wants to play in the community. In essence, the City needs to 
review its mission and decide if it wants to continue its present mission and course 
or decide if any current necessity demands a change in focus and outlook. 


A Leadership Forum 


It is suggested that the City consider developing a Leadership Forum. The 
purpose of this forum is to provide a structure, primarily for use by representatives 
from management and labor, to discuss leadership issues that may be of mutual 
concern. Once established and operating with relative success, the forum can 
incorporate others such as commissioners, business and community leaders, as 
well as managers and labor representatives from other communities. 


This forum has to be conceptually different from the problem-solving groups 
referred to in the section titled Summary of the Findings from the Meetings. The 
problem-solving groups used in the past seem to have fallen short of expectations 
and instead, have left even more frustration and resentment. For this forum to be 
successful, it will have to be created with different norms, expectations and ways 
and means. In essence, the forum should differ from prior problem-solving 
groups by focusing on the development of leadership and not on management. 
Furthermore, for the forum to be successful it needs to encourage risk-taking on 
both sides; it also needs to provide an appropriate medium to do so. 
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TACTICAL LEVEL 


At the tactical level, we recommend that the City develop and implement the 
following: 


Establishment of an Information Gathering System 


The City needs to establish a valid and reliable information gathering system. 
This system should collect data from citizens in many segments of the community 
and transform these data into meaningful information that can assist the City in 
developing a vision and the strategy to attain this vision. 


Once the necessary information is obtained to produce a vision and a strategy, this 
information gathering system should be kept in place so the City will have a 
continuous and reliable source of information to help it be proactive, rather than 
reactive, in the future. 


The Development of a Customer Service Excellence Culture: 


The City needs to develop a stronger focus on customer service. To accomplish 
this, each department and division needs to accomplish the following: 


Definition of the Customer 


Departments need to understand the necessity for defining customer(s) in their 
functional lines. 

e Define the primary customer(s) 

e Define the secondary customers 

e Identify internal and external customers 

e What product(s) or service(s) does the department provide to the customer? 
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Gathering of Customer Feedback 


Departments and divisions need to understand methods, both formal and informal, 
for gathering customer feedback about their services or products. 

e Methods of evaluation 

Reliability and validity 

Formal methods 

Informal methods 

Signal detection 


Departmental managers need to establish methods for gathering information to 
help improve their services/products. This information is crucial for managers 
and employees to assist them with their efforts in identifying customer wants and 
needs; these methods help managers and employees avoid assumptions about what 
the customer wants. 


Selection of Areas for Improvement 


Departments need to identify goals and objectives for improvement of customer 
service. 

e Linking data between formal and informal surveys and the goals 

e Behavioral definitions 

e Establishing objectives for improvement 


Improvement of Work Processes 


Managers and employees need to understand the basic principles of process 
improvement. This method for improving work processes and adding value to the 
customer is the most cost-effective method available to organizations for 
improving quality and productivity. 

Looking at current work processes 

Identifying a specific process and its strengths and weaknesses 

What new trends are available? 

How does technology influence this process? 

Levels of involvement 

Redesigning the process 

Implementing the changes 
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Interactional Skills 


Managers and employees need to understand how to set standards for 
interpersonal communication and interaction. Every contact with a customer 
presents an opportunity to represent the organization at its best. Each employee 
needs to understand how to interact with the customer so the best results can be 
achieved. 

e Coaching employees 

e Setting standards 


Organizational Culture and Customer Service 


Employees and managers need to understand the role of the organizational culture 
in fostering change and maintaining excellent customer service. 
e Organizational culture 
The role of past tradition 
e Organizational change 
Creating effective cultures 
Creating new rites and rituals 


Departmental managers will establish the basis for an organizational culture that 
aims at maintaining the changes accomplished in the department. 


Improvement of Recruiting and Hiring Procedures 


The City needs to improve its recruiting practices to attract the best available 
candidates for work with the City. This is especially true when recruiting 
qualified minority candidates. The City needs to create a proactive and ongoing 
recruiting effort that stimulates interest in City job openings long before the 
openings occur. This should be of special concern in the current competitive job 
market. 


The City needs to review its actual hiring practices to filter and select appropriate 
candidates. This should be accomplished as a collaborative effort with the 
different departments who are trying to hire applicants. 
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Setting Standards for Promotions 


The City needs to clearly define the criteria by which employees will be promoted 
to supervisors and managers. These criteria go beyond clarifying what qualifying 
tests the employee needs to take. It involves developing the most objective 
definitions possible for the specific skills needed in the technical, human relations 
and conceptual areas. These should be specified for all levels of management 
including supervisors, directors and senior management. 


Additionally, the City should consider the methods needed to train future 
supervisors and managers prior to their actual promotions to these positions. This 
training is equivalent to Officer Candidate School in the armed forces where 
training occurs before the candidate becomes an officer and not after the fact. 
This would require a coordinated effort between Human Resources and the 
different departments. 


Expand the Scope and Responsibility of the Human Resources Department 


The City should increase the level of resources available to the Human Resources 
Department so it can effectively accomplish its mission. This is especially 
important in light of the downsizing that has taken place over the years in the HR 
Department; this situation has compromised its effectiveness. 


Together with this resource level increase, the HR Department should be held to a 
greater level of accountability for meeting the needs of its internal customers, in 
essence, providing services to all other departments within the City structure. It 
should be the responsibility of the HR Department to assist other departments in 
complying with employment laws and regulations. In addition to overseeing this 
compliance, the HR Department should assist other departments with such issues 
as reviewing applicant resumes, personnel selection, employee discipline, 
employee assistance programs and, other potential areas, to be defined. 


We further recommend that the Human Resources Department be placed in a 
position within the organizational structure and organizational chart where its 
function is to ensure compliance with all State and Federal regulations. This 
function should be one of providing support to the customer, not one where 
emphasis is on control. 
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6. Improvement of Accountability and Evaluation Methods 


The City needs to improve the way it evaluates the performance of its employees 
and managers as well as the criteria by which it holds them accountable. It is 
recommended that the City develop a customized evaluation method that meets 
the different needs of the departments and divisions. 


Under this recommendation, cross-functional and cross-hierarchical groups of 
employees and managers with external technical assistance will develop specific 
evaluation standards and methods for each division and, when necessary, for 
different functions within a division. The important part is that the final product 
must reflect a true measure of what is done by employees or managers, the criteria 
by which they are held accountable and a true reflection of their performance. 


The criteria for accountability can be tied to several factors and measures 
including, but not limited to customer satisfaction, productivity, quality and other 
potential areas. 


. Training of Managers and Employees 


Although the City already has a training program scheduled to take place as part 
of this proposal, the City is encouraged to continue future training activities. 
Skills learning should be a lifelong process and not just a one-time deal. Training 
in particular skills should also be extended to employees. 
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OPERATIONAL LEVEL 


At the operational level, we recommend that the City develop and implement the 
following: 


Development of Appropriate Open Communication Systems 


It is recommended that the City Manager and Department Directors create a 
communication process similar to an annual State of the City Address and a State 
of the Department Address. The purpose of these addresses is to open lines of 
communication between managers and employees. 


These addresses can be used to describe the state of the City or the department 
vision, the achievements and problems the City faces and the strengths, 
weaknesses, opportunities and threats that the organization faces. These meetings 
should take place once a year at both the City and departmental levels. Other 
more informal meetings are also encouraged between the City Manager and the 
Department Directors with their employees and managers. 


The main purpose of these meetings is to break down the perceptual barrier that 
information is used as power. In this perception, many employees and managers 
feel that information is used as power and that the withholding of information 
polarizes power differences. This is not to say that everything in the organization 
is necessarily an open book. Indeed, there will be privileged communication and 
areas where information warrants the restriction of information because of 
confidentiality or the delicacy of the situation. The long-term effect that is sought, 
however, is to increase trust, develop honest communication and to increase the 
sense of purpose and unity throughout the whole organization. 


. Increase of Lateral Communication Between Departments 


Managers and departmental employees should make presentations about their 
units to other departments in an effort to increase knowledge and exchange 
experiences that cover diverse realms such as customer service, handling 
problems and other relevant areas. The purpose of this communication process is 
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to increase the sense of a citywide team while broadening knowledge and 
understanding of the complexities and problems that exist in administering a 
municipal government. 


. Development and Implementation of an Orientation Program 


The City needs to substantially improve its program for new employee orientation. 
It is recommended that the City create an orientation process that is administered 
jointly between the Human Resources Department and the departments where new 
employees will begin working. 


The purpose of employee orientation needs to be clearly specified and highly 
structured. The orientation process is the time when clear expectations are set and 
the new employee is brought into the culture of the organization. This program 
should be interfaced with the mentoring process that follows. , 


. Creation of Mentoring Programs 


A mentoring program should be established at two levels. On the first level, it 
should be implemented with new employees after the orientation process. The 
purpose of mentoring is to assimilate the employee into the organization and to 
facilitate this transition for the employee. Ideally, this mentoring program should 
be planned and implemented with the cooperation of represented labor. 


The second level in this mentoring program is to facilitate the development of 
management potential. In this way, candidates who are judged to have good 
managerial potential should be paired with mentors to learn the balancing act that 
constitutes the management process. Again, this type of mentoring should be 
attempted as a cooperative effort between management and represented labor. 


. Maximizing Use of Existing Technology 


It is recommended that the City maximize the implementation and use of 
technology at all levels throughout the organization. Many traditional 
organizational processes such as reporting, decision-making and many other areas 
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can realize improved efficiency by the alteration of work processes and the 
incorporation of technology. 


In this way, individual and collective efficiency can greatly improve. For 
example, cumbersome decision-making processes can be improved and simplified 
with the use of interactive technology. This use is especially recommended for 
managers. It also would be beneficial for employees from different departments 
who share information or need to add to data as part of the process. In this way, 
communication can take place between managers and employees or, managers 
and managers via interactive technology that facilitates their daily work. It also 
reduces the delays that are inherent in paper distribution from department to 
department. 
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